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FOL TEL SENT ACTION TOKYO FEB 22 REPEATED FOR YOUR ACTION: 

QUOTE 

LIMITED OFFICIAL USE NAHA 075 

FOR DCM AND AMIN COUNSELLOR FROM KNOWLES 

SUBJECT: FY 1980 CONSULAR PACKAGE AND INSPECTORS' RECOMMENDATION 
FOR ELIMINATION OF CONSULAR POSITION 
REF: NAHA 070 POUCH 

FOLLOWING CONGEN RESPONSE TO DEPT'S REQUEST FOR POST VIEWS ON 
INSPECTORS' RECOMMENDATIONS AFFECTING CONSULAR PERSONNEL IS 
TRANSMITTED FOR EMBASSY REVIEW AND FORWARDING TO DEPT. 

QUOTE 

FROM AMCONSUL NAHA 
PASS CA, M/MO 
E.O. 11652: N/A 
TAGS: CGEN, APER, ABUD, JA 

SUBJECT: FY 1980 CONSULAR PACKAGE AND INSPECTORS' RECOMMENDATION 
FOR ELIMINATION OF CONSULAR POSITION 
REF: A) STATE 16438 AND B ) NAHA 070 

1. SUMMARY: IN INSPECTION REPORT DATED OCTOBER 1977, INSPECTORS 
RECOMMENDED THAT SENIOR CONSULAR OFFICER POSITION 30-3010-005 BE 
ABOLISHED AND THAT ENTIRE CONSULAR WORKLOAD BE PERFORMED BY JUNIOR 
CONSULAR OFFICER. DURING NOVEMBER AND DECEMBER, 1977, 

POST CONDUCTED WORKLOAD AND TIME ANALYSES OF SUBJECT POSITION 
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AND CONCLUDED THAT ELIMINATION OF POSITION WOULD SEVERLY IMPAIR 
POST'S OVERALL EFFECTIVENESS AND PLACE INTOLERABLE STRESS ON 
SOLE REMAINING CONSOFF. END SUMMARY. 

2. CONSULAR WORKLOAD ANALYSIS: VOLUME OF CONSULAR WORKLOAD HAS 
REMAINED VIRTUALLY UNCHANGED FOR PAST TWO YEARS AND IS EXPECTED 
TO INCREASE SLIGHTLY THROUGH 1980. PROJECTED INCREASE BASED ON 
FOLLOWING FACTORS: 
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A) PLANNED TRANSFER OF IMMIGRATION AND NATURALIZATION SERVICE 
(INS) OFFICE FROM TOKYO TO SEOUL. WHEN TRANSFER COMPLETED, POST 
ANTICIPATES INCREASES IN NUMBER OF INVESTIGATIONS TO BE CONDUCT- 
ED FOR INS AS WELL AS IN NUMBER OF IMMIGRANT PETITIONS (FORM 
1-130) TO ADJUDICATED AT POST. LATTER WOULD PRESUMABLY IN- 
CREASE TO INCLUDE THOSE SUBMITTED ON BEHALF OF THIRD COUNTRY 
NATIONALS, CURRENTLY REFFERRED TO TOKYO FOR ACTION. 

B ) ANTICIPATED DECREASE IN TRANS-PACIFIC AIR FARE, LEADING 

TO HEIGHTENED INCREASE IN TOURIST TRAVEL AND PARALLEL INCREASE IN 
NIV WORKLOAD. 

C) CONTINUED LIBERALIZATION OF US MARINES' "COMMAND SPONSORED" 
POLICY, ALLOWING ADDITIONAL NUMBERS OF MILITARY DEPENDENTS TO 
ACCOMPANY SPONSORS ON TOURS TO OKINAWA AND THUS INCREASING PASS- 
PORT AND STATUS OF FORCES AGREEMENT (SOFA) CERTIFICATION WORK- 
LOADS. D) COMPLIANCE WITH VARIOUS DEPARTMENT INSTRUCTIONS, SOME 
EMANATING FROM CONGRESSIONAL HEARINGS, FOR EXPANDED AND IMPROVED 
CONSULAR SERVICES (SEE REF B, SCHEDULE VI, PARAGRAPH D). 

3. NEW ADMINISTRATIVE WORKLOAD: AS CONSEQUENCE OF ABOLI- 
TION OF AMERICAN ADMINISTRATIVE OFFICER'S POSITION LAST JULY, 

SENIOR CONSULAR OFFICER HAS BECOME RESPONSIBLE FOR POST 
ADMINISTRATIVE SERVICES IN ADDITION TO HIS CONSULAR RESPONSI- 
BILITIES. AS INDICATED REF (B), SCHEDULE VI, I, PARAGRAPH C.THESE AD 
MINISTRATIVE RESPONSIBILITIES WILL REQUIRE APPROXIMATELY 

50 PERCENT OF SENIOR CONSULAR OFFICER TIME. 

4. TIME ANALYSIS: A) FOR EIGHT WEEK PERIOD IN NOVEMBER AND 
DECEMBER 1977, INCUMBENT OF SENIOR CONSULAR POSITION RECOMMENDED 
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FOR ABOLITION PERFORMED CONSULAR SERVICES ONLY WHEN ABSOLUTELY 
REQUIRED IN ORDER TO INSURE THAT BASIC STATUTORY SERVICES WERE 
DULY PROVIDED. 

A) LOG OF ACTIVITIES DURING THIS ENTIRE CONTROL PERIOD 
NEVERTHELESS REVEALS THAT FULLY 53 PERCENT OF INCUMBENT'S TIME 
HAD TO BE DEVOTED TO CONSULAR FUNCTION, WITH 67 PERCENT REQUIRED 
DURING FIRST FIVE WEEKS OF CONTROL PERIOD. 

B ) NORMAL FUNCTIONS OF POSITION, SUCH AS DAILY SUPERVISION 

OF STAFF PERFORMANCE, REVIEW OF ALL INCOMING CORRESPONDENCE 
AND APPROPRIATE RESPONSE, REVIEW OF ALL NON-ROUTINE CASES, 

LIAISON WITH APPROPRIATE US AND JAPANESE OFFICIALS, AND REQUIRED 
REPORTING, WERE NOT PERFORMED BY SENIOR CONSULAR OFFICE DURING 
THIS CONTROL PERIOD. IT MUST BE EMPHASIZED THAT IME DEVOTED TO 
CONSULAR FUNCTION DURING THIS PERIOD WAS ABSOLUTE MINIMUM. 

NORMAL ALLOCATION TO CONSULAR DUTIES DURING NON-CONTROL PERIOD 
WOULD BE APPROXIMATELY 10-15 PERCENT HIGHER, WITH REMAINING TIME 
DEVOTED TO ADMINISTRATIVE FUNCTION. 

C) IT SHOULD BE NOTED THAT PORTION OF TIME ALLOCATED TO 
CONSULAR FUNCTION WAS REQUIRED BECAUSE OF ILLNESS OF OTHER 
CONSULAR OFFICER, WHO REQUESTED SICK LEAVE FOR REASONS WHICH 
HE ASSOCIATED WITH "BURN-OUT", SYNDROME FAMILIAR TO CONSULAR 
OFFICERS AND PROFESSIONAL SOCIAL WORKERS WHO HAVE SUSTAINED AND 
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INTENSIVE ENCOUNTERS WITH PEOPLE WHO NEED HELP IN SOLVING 
PROBLEMS. 

5. CONCLUSION: OFFICERS AT POST ARE UNANIMOUS IN BELIEF THAT 
ELIMINATION OF POSITION 30-3010-005 WOULD A) LEAD TO INEVITABLE 
DETERIORATION IN POST'S PERFORMANCE OF ITS STATUTORY CONSULAR 
RESPONSIBILITIES; B) TOTALLY PRECLUDE IMPLEMENTATION OF IMPROVED 
AND EXPANDED CONSULAR SERVICES URGED IN AFOREMENTIONED DEPT 
INSTRUCTIONS; AND C) PLACE EXCESSIVE AND EVENTUALLY INTOLERABLE 
STRAIN ON SOLE REMAINING CONSULAR OFFICER. PHYSICALLY AND 
EMOTIONALLY (FACT ALREADY DEMONSTRATED DURING CONTROL PERIOD). 
6) RECOMMENDATION: THAT SENIOR CONSULAR OFFICER POSITION BE 
RETAINED AND THAT 1975 INSPECTORS’ RECOMMENDATION THAT IT BE 
LANGUAGE DESIGNATED POSITION BE IMPLEMENTED. LANGUAGE SKILL HAS 
PROVEN ESSENTIAL TO INCUMBENT IN BOTH CONSULAR AND ADMINISTRA 
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TIVE ROLES. POST URGES NOT ONLY THAT THIS POSITION NOT REPEAT 
NOT BE ELIMINATED BUT THAT IT CONTINUE TO BE STAFFED BY 
SEASONED. CAPABLE CONSULAR OFFICERS WITH, HOPEFULLY, SOME 
ADMINISTRATIVE EXPERIENCE AS WELL. 

DECONTROLLED AFTER 1 YEAR FROM ORIGINATED DATE. KNOWLES 

UNQUOTE 

MANSFIELD 
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